HumRRO agreed with a request by the Defense Manpower Data Center (DMDC) to conduct a content analysis of the open-ended written comments from respondents to the 1989 Department of Defense Recruiter Survey. In order to achieve the objectives of this study, three distinct tasks were identified. Task I involved the initial identification and definition of major common response categories through a random -mple of approximately 200 indiviua;. Once tihe.e categories were reviewed and approved by DMDC, Task II was to screen the remaining comment sheets. The purpose of this screening process was to quantify the responses by issue category, to select insightful or representative comments, and to determine whether the issues mentioned were parallel to the survey instrument or whether new concerns were being introduced. As Task III, this Final Report summarizes the content of the respondent comments. Included in this Final Report are a) definitions of the major issue categories, b) the percentage of the total commenting population that voiced each concern, c) the percentage of respondents, by Service, that voiced each concern, d) extracted quotations from the responses that are the most representative and reflective of each issue, and e) identification of the chosen respondent quotations by branch of Service. /---
Task I: Initial Identification of the Common Response Categories
The first step was to select a sample of 200 comment sheets for an initial screening. This early screening was necessary to become familiar with the common topics found in the sample of responses. The population of comment sheets was first separated by branch of Service. In order to be representative of each branch, a simple random sample was taken using a table of random permutations of numbers. Fifty comment sheets were thereby selected from each of the four Service branch bundles. The procedure resulted in the initial screening sample, (n=200).
The initial sample of comment sheets was reviewed in order to identify a set of common topics and views likely to be found throughout the larger response population, across the four Services. A draft list of the major issues identified in this initial screening was generated and unique issue codes were assigned to each issue category. The list of issue categories and their corresponding codes is included in Table 1 .
As anticipated, many of the defined issue categories were linked to questions included in the survey instrument. The correspondence between each issue category and related survey questions, if any, is illustrated in The next step was to code the responses according to the assigned issue codes. In the next review of each comment sheet, the appropriate issue code was recorded next to the corresponding respondent comment. It should be noted that each comment sheet of this initial sample was reviewed and coded by two project researchers. The assignment of issue codes was identical in each case, establishing a high reproducibility, or high intercoder reliability.
I-ask II: Screeninq Comment Sheets
Upon the review and acceptance of the initially identified common issue categories by DMDC, work began on Task II. The screening methodology was consistent with that used in -ask I. Each comment sheet was individually reviewed and coded according to the identified issue categories. The frequency of category-related comments was also recorded thruughout the screening. Although one comment sheet may have had multiple comments related to the same category, the intent of the study was to measure the percentage of respondents who commented on each issue, therefore the frequency under that particular issue category for that comment sheet would be one.
As anticipated, several new issue categories were identified in the comprehensive screening. In addition, it became necessary to divide several of the existing categories into more specific and, therefore, more meaningful categories. Upon the addition or redefinition of a category, the comment sheets already coded were reviewed and recoded as necessary. The final, comprehensive list of issue categories and their assigned issue codes appears in Table 1 .
The second purpose of Task II was to identify and select some of the most insightful or representative comments in order to define and support the resulting issue categories. The comments chosen not only capture the most widely read viewpoints, but also touch upon specific, yet quite common, examples for each category. The source of each of the selected comments is cited by his/her branch of Service. These category definitions, each followed by selected representative comments, appear in Appendix B.
A third purpose of Task II was to review the resulting categories in order to identify any issues related to those already addressed in the survey instrument. Eleven of the 36 final issue categories were found to address new, original concerns. A complete linkage of issue categories to related survey questions appears in Appendix A.
The final purpose of Task II was to quantify the responses by issue in order to determine the percentage of the total population that addressed each category. The population for this study is the 1506 respondents who submitted written comments. In order to highlight the issues most often addressed, Table 2 provides a rank-ordered list of the issue categories according to frequency and percentage of total population (N=1506) voicing each concern. This rank ordering is shown graphically in Figure 1 .
In order to see how the Services differed in their issues of concern, the larger population was broken down into four source samples: Army (n=368), Navy (n=497), Air Force (n=279), and Marine Corps (n=351), eleven respondents did not indicate their Service. The "voicing" percentage of each issue category was calculated for the four Service branch samples. The resulting percentages are listed in Table 3 and are shown graphically in Figures 2, 3 , 4, and 5. For comparison, the rank order of the issue categories in Table 3 and the four Figures remains consistent with Table 2 and Figure 1 .
Results and Discussion
The timeliness of a study of the DoD Recruiting Forces is supported by the unusually high percentage of respondents to the !989 DoD Recruiter Survey who elected to provide their input on the comment page of the survey. Of the 2531 respondents to the survey, 60 percent (1506) submitted their personal comments and suggestions in written form along with their completed survey instruments.
The issues most often addressed by the commenting population were primarily negative in nature, although the majority were also notably constructive in their criticisms of recruiter duty. The negative nature of the comments is to be somewhat expected, due to the fact that people tend to be less likely to take the time to provide positive feedback than they are to provide negative feedback. The often constructive nature of the feedback is evidence of efforts to take the task at hand seriously in order to improve the effectiveness and quality of life of the recruiting forces.
Referring to Table 2, the excessive amount of job-related stress and/or pressure (Issue 03) was the most often identified issue by respondents across the Services, with nearly 18 percent voicing it as a concern. Over 17 percent considered the work hours required or expected in recruiting duty to be excessive (Issue 04), and over 13 percent found the cost of living while on recruiter duty to be inordinately high (Issue 05). Six percent attested to the difficulty with getting and/or taking earned leave while on recruiting duty (Issue 21) and over 4 percent charged that the health care provided to recruiters and their families while on recruiting duty is substandard to that provided while on regular duty. Given these concerns, it is not surprising that over 15 percent of the commenting population testified as to the great amount of strain put on a recruiter's family and/or personal life (Issue 10). (33) 3.5 2.6 0.7 0.6 2.0 ing time (28) 
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Much of the on-the-job pressure described by recruiters is attributed to the central purpose of their job: to meet their recruiting mission. This concern for reaching production goals was identified by nearly 15 percent as taking precedence over the welfare of the recruiters (Issue 07). The pressure to constantly make mission is described as mainly coming from command supervisors--supervisors who over 13 percent of the commenting population feels are of poor quality and/or poor attitude (Issue 18). The result of this paramount emphasis on production is the perceived definition of recruiter performance as solely the ability to make goal each month. Consequently, performance evaluations are described as being based primarily on numbers and not the corresponding effort. Over 10 percent of the respondents, therefore, feel this measure of performance has an unfair and unrealistic "make it or break it" effect on one's entire military career (Issue 09).
Given the importance of recruiting goals to a recruiter's success, it is not surprising that several of the issues address the nature of these goals. Over 13 percent or the respondents expressed dissatisfaction with the fact that the goals they were expected to meet were generally inappropriate or unreasonable in some way (Issue 06). The constructive comments provided ranged from suggesting alterations in the time period allotted to achieve goal, to the quantity of the goal itself. Demographic and market factors (Issue 25) were cited by over 7 percent of the commenting population as contributing to a recruiter's ability to make goal and therefore were suggested to be used as a consideration when setting goals.
Current enlistment standards were identified across the Services as factors related to the achievement of the recruiter mission. Nearly 8 percent of the respondents advocated a review of enlistment standards (Issue 08) in an effort to respond better to the goals and needs of the Services in the wake of a decreasing candidate market. The same percentage proposed an increase in advertising and promotional items as a way to aid in the accomplishment of the assigned mission (Issue 15).
Several issue categories focused on the nature of the duty itself and some possible ways to staff the recruiting commands more effectively. More than 8 percent of the respondents expressed the need for more extensive screening procedures for selecting recruiters (Issue 13), while over 7 percent recommended improved training for recruiters (Issue 23). Six percent advocated recruiting as all-volunteer duty (Issue 16), with many also supporting voluntary exit from recruiting duty. A shorter length for the recruiting tour (Issue 14) was proposed by more than 6 percent of the respondents. Over 5 percent commented on the need for better operational support in the recruiting commands (Issue 11).
Lack of incentives and/or rewards for favorable recruiter performance (Issue 27) was mentioned by over 7 percent of the respondents, while nearly 7 percent attested to the poor promotion opportunities available while in recruiting duty (Issue 19). Over 2 percent went on to identify the lack of educational opportunities while in recruiting duty as a factor adversely affecting their chances of promotion (Issue 34).
The amount of paperwork required by recruiting duty was noted as excessive and as a handicap to effective performance by over 4 percent of the respondents (Issue 20). Similarly, nearly 4 percent identified micromanagement as a hindrance to effective recruiting (Issue 36).
Unprofessional inter-Service competition (Issue 26) was observed and noted by over 2 percent of the respondents, with nearly 4 percent citing impropriety within their own command (Issue 32). Standardized enlistment incentives (Issue 12) were suggested by more than 4 percent of the respondents as a way of reducing such competition. Two percent advocated the need for greater teamwork within commands (Issue 33), while nearly 1 percent proposed the notion of a centralized recruiting force to recruit for all of the Services (Issue 30).
It is interesting to note that nearly 3 percent ultimately offered a reinstitution of the draft as a possible solution to the problems associated with recruiting duty as a whole (Issue 17).
In Table 3 the total respondent population is broken down into the four individual Services in order to identify which issues are major concerns across all Services as well as highlight any issues that tend to be Servicespecific. It can be clearly seen that the seven issue categories that were most often addressed by the total population of commenting respondents remained to be major issues for each of the Services individually. There are some issue categories, however, that emerged as more significant in one particular branch of Service over and above the others. The primary example of this is that over 14 percent of Marine respondents expressed satisfaction in their recruiting duty (Issue 01), as compared to only 6.8 percent for both the Navy and the Air Force, and only 4.3 percent for the Army. It should also be noted, however, that a markedly higher percentage of Marine repondents (10.3%) also expressed dissatisfaction with recruiting duty (Issue 02), (Army: 8.7%; Navy: 7.6%; Air Force: 4.7%).
A conspicuously higher percentage of Air Force respondents voiced the lack of incentives/rewards (Issue 27: 10.0%), and poor promotion opportunities (Issue 19: 12.5%) as concerns (Issue 27: Army: 4.9%; Navy: 7.8%; Marine Corps: 6.3%)(Issue 19: Army: 6.0%; Navy: 5.4%; Marine Corps: 5.7%). The percentage of Army respondents advocating a shorter length of tour for recruiting duty (Issue 14) is nearly three-fold (13.9%) that of each of the other Services (Navy: 4.8%; Air Force: 2.2%; Marine Corps: 4.3%). A noticeably higher percentage of the Navy respondents (12.3%) voiced the need for more advertising and promotional materials (Issue 15) as compared to the other Services (Army: 4.3%; Air Force: 5.8%; Marine Corps: 7.1%). Improved recruiter selection (Issue 13) was of considerably greater concern to Navy (11.7%) and Marine Corps (10.0%) respondents than to the Army (5.4%) and Air Force (4.7%) respondents. The notion of performance while in recruiting duty as having a "make or break" effect on one's military career (Issue 09) was much more of a concern to Army (13.0%) and Marine Corps (14.0%) respondents than to Navy (8.7%) or to Air Force (5.0%) respondents.
The issue categories for which one Service holds an inordinately higher percentage over the other branches are not to be misread as merely specific to that Service. It is natural that some issues are of greater concern to one branch over another as their recruiting practices are independent. It does not suggest that the issue is not of concern to the other Services. "I am very satisfied with recruiting duty. It is the most satisfying job in the Navy." --Navy "I found recruiting very enjoyable work. I am getting ready to volunteer to go back on recruiting duty." --Army "Recruiting is a super job.
I have been here 5 years and there is no better job in my eyes! I plan to make the final years of my career in AF Recruiting." --Air Force "I enjoy recruiting duty. It is a challenge and I really enjoy working with the young people." --Marine Corps (02) Dislike recruiting duty:
includes general comments expressing dissatisfaction with recruiting duty.
"Military life has been very satisfying and rewarding, but recruiting for the military has been neither satisfying nor rewarding." --Marine Corps "I would not recommend this type of duty to my worst enemy -I will not reenlist in the Navy and plan to leave the Service because of recruiting." --Navy "I have been in the United States Army for 18 years.
I have been in recruiting for 3 years and have never hated a job as much as I do recruiting.. .I totally dislike recruiting and its policies." --Army "Recruiting in the US Air Force is a thankless job... It is not a very good place to work at all.
If I could I would leave recruiting service tomorrow." --Air Force (03) Excessive stress/pressure: includes comments regarding the high level of job-related stress/pressure associated with reaching delineated goals and recruiting duty in general.
"I feel there is too much pressure put on NCOICs.
I feel with less pressure and a more professional attitude stressed they would be more productive supervisors." --Marine Corps "The pressure is put on you to obtain your goal which is hard crtiugh. Then if you make it early, and could have the time to spend with your wife and kids, you are told to overproduce, overproduce, overproduce. So where, when, and how does the quality of life ever reach the picture?" --Navy
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"Those that are unable to achieve the goal are pressured to the extent of requiring the services of various mental health agencies. In 18 months I personally know of 5 cases just from my command." --Marine Corps "No matter how many folks we have to recruit, the intense pressure is always on. It makes it difficult to breath at times." --Air Force "Recruiting is a tough, demanding job with real stress and pressures daily. I don't believe that a lot of people at the top actually realize how great this pressure/stress can effect some recruiters." --Army (04) Excessive work hours: includes comments as to the exceptionally long hours associated with and/or required by recruiting duty. "I have not seen a recruiter work less than 60 hours a week and be considered successful. Why should someone stay in recruiting to work 60 hours a week when they can go back to their primary job and work An-45?" --Air Force "It is hard to be motivated about a Service that works you 14 hours a day during the week and anywhere from 3-8 hours on Saturdays and Sundays." --Marine Corps "Recruiters should not be made to work past 9 hours everyday [nor] made to work on Saturdays and Sundays without compensation.
The recruiting command should take a harder look at NRDs because these people still work recruiters past nine hours everyday and never compensate their people." --Navy "Mission or not, recruiters need firm, set work hours: 8am -6pm. Mission made or not, we have to work late nights and every Saturday. Time off is a joke..." --Army (05) Excessive cost of living:
includes comments indicating that the cost of living while on recruiting duty is inordinately high, and, as a result, is often not covered by the standard income adjustments.
"Cost of local economy, e.g., groceries, medical, and recreation cost much more than on a base. Special Duty Pay doesn't make up the difference. Especially for younger, lower rank recruiters this is a problem." --Air Force "There needs to be a review of the Variable Housing Allowance system as the amounts allowed in most areas do not provide for adequate housing due to high costs." --Navy "The biggest problem I have with recruiting is the financial disadvantage I have been forced [into] , in comparison to my peers. We have a pro-pay and a VHA allowance but oeiLher of those Lake into account what military support is available to that area, e.g., commissary, medical. VHA is a joke.. .took a $175 pay cut to become a station commander by losing VHA, but the cost of living.. .sure didn't go down." --Army B-2 "The cost of living is high out here, yet we get no VHA in this area. Something needs to be done to offset the extra expenses we have, i.e., medical expenses, no PX or commissary available." --Marine Corps (06) Inappropriate/unrealistic recruiting goals:
includes comments asserting that the scheduled recruiting goals, or "missions," are inappropriate and thus need to be reviewed and/or revised.
"There needs to be more understanding and realistic thinking toward the monthly goals times twelve (i.e., June [is an] easy month [so is] tasked with 3; December [is a] hard month [with] holidays, etc. [but is also] tasked with 3.)" --Marine Corps "Emphasis should be placed and reinforced on recruiting quality and not quantity. Placing high goals on districts/zones/stations prevents time being spent on highly qualified applicants for fear of not making goal." --Navy "Army recruiters should be given a quarterly mission rather than monthly and evaluated for what they did during the quarter. This would greatly improve quality of life, cut back on recruiting improprieties, and put recruiters more in control of their own destinies." --Army "Goal on a quarterly vs. monthly basis.. .would help eliminate last minute exceptions to make monthly goals." --Air Force (07) Over-emphasis on production numbers; under-emphasis on recruiter welfare: includes comments maintaining an apparent tendency for supervisors to be more concerned with meeting their production goals without regard for, and perhaps at the expense of, their recruiters' welfare.
"Recruiting Service puts all of its emphasis on making goal and not on the welfare of their recruiters." --Air Force "Most upper level management is more concerned with the numbers game than the people involved with making goal. They talk a good game but when it comes right down to it they really don't give a darn about the people and their needs, just making goal." --Navy "You must take a look at what we are doing to ourselves. No one even cares about the troops, only the mission!" --Marine Corps "They have put such a great deal of importance on not only making mission, but also being number one not only in the BN but in all of USAREC. The command doesn't seem to care about the soldier, but [only] about the mission." --Army (08) Need to review/revise enlistment standards: includes comments advocating the review and/or revision of current enlistment standards in order to best accomplish the recruiting mission given the current competitive candidate market.
"Fnlistment standards in terms of ASVAB scores and education levels should be lowered." --Air Force B-3 "Another thing that is frustrating is test mental groups. There are plenty of jobs in the military that don't require a 31 or even a 21. 1 have had countless young men and women who are of higher quality emotionally, physically and morally [that] I had to turn away because they couldn't pass the ASVAB. All they wanted was to be a Marine." --Marine Corps "Too much emphasis is placed on the diploma. A CAT 3 Upper Nongrad seems a whole lot more desirable than a CAT 4 Grad and I feel it is senseless to disqualify an individual because of some minor crime or mistake committed prior to the age of 18." --Navy "We have unrealistic disqualifications on (minor) under-18 law violations. The Navy can put them in if [the violation] happened before 15." --Army "I would like to see a category of waiver [in which] a Zone Supervisor would have final determination on [violations], e.g., parking tickets, experimental use of [marijuana], DEP attrition from another branch, and minor misdemeanors." --Navy "I would like to see applicants with GEDs be counted [as graduates], not as non-grads!" --Navy "Review quality requirements, especially GEDs; a lot of GEDs that are good kids we can't put in." --Marine Corps "We have lost the 'whole man concept' because of the Alpha (50)/Bravo (31-49) mix. Because of the pressure to write 63% Alphas, we are running moral waivers on Alphas and enlisting people who are worthless to the military and society.. .The quality of a man cannot be based solely on one test score, we must look at the whole man...Many kids with scores below a 50 have the required El score (120) to be an officer, and many kids above a 50 couldn't operate a field radio. If the kid can read and add at an acceptable level and he has the line scores for jobs, hire him!" --Marine Corps (09) "Make or break" effect of recruitinq performance on military career: includes comments expressing frustration with the fact that an inability to "make goal" each month of recruiting duty could result in performance appraisals that jeopardize an entire military career.
"The only thing that I can see clearly is that you will meet your goal or you will pay for it with your career." --Air Force "All too often, you have a good, squared away individual that has high, if not perfect ratings in his fitness reports do a complete turnaround out here and end up with unsatisfactory marks, disciplinary action, recommendations for administrative discharge and denied promotion. I believe this is totally unfair, especially since the Service member is work[ing] outside of his/her Military Occupational Specialty for an extended period of time. For the most part, recruiters.. .know how career damaging this duty can be.. .Many Marines come out here with excellent careers and service records. But many of them leave with ruined careers, broken marriages, dissatisfied attitudes, and a bad taste about the whole B-4
program. An entire, successful career is often flushed down the toilet simply because the Marine had a tough time out here [recruiting] ." --Marine Corps "My military career has been destroyed by recruiting and nobody here cares. I was once a very good, I think one of the best, infantry squad leaders in the Army. Now I'm nothing, [or] so say my CLT. I am trying as hard as I can out here and watching my career go down the drain." --Army "Recruiting duty is at the point that 'if you don't make assigned goals, [regardless of whether] you did no worse than previous people in the same position, you are given evaluations that greatly effect future advancements, job assignments, and careers." --Navy (10) Excessive strain on family and/or personal life:
includes comments attesting to the adverse impact of the demands of recruiting duty on a recruiter's family and/or personal life.
"Families always seem to take a back seat to production." --Air Force "My only complaint about my tour on recruiting duty is the very serious lack of quality time we are afforded to have with our families." --Army "My family feels abandoned by me and betrayed by the Air Force. Somethinq must be done to make families feel a part of this job before all married recruiters call it quits or lose their family." --Air Force "The members of my family were not prepared by my Service for this nightmare. In the six years I've been in the Service I have never seen family problems like on recruiter duty." --Navy "There is too much pressure put on recruiters to produce. I have seen too many good Marines lose [their] marriages due to the pressure of recruiting." --Marine Corps (11) Lack of support resources:
includes comments expressing dissatisfaction with the operational support resources made available to recruiters.
"Mileage restrictions are a joke." --Navy "We have three vehicles for seven recruiters with 22 high schools." --Navy "DoD needs to become more involved in persuading high school officials to provide lists of students and access to campuses. Perhaps a monetary incentive through the Department of Education or something along those lines [could be implemented]." --Army "I think that more money is needed out here on recruiting for computers, beepers, car phones, miles on GOVs for driving home and back to work. If we cannot get anything listed above, we [at least] need computers!!" --Marine Corps B-5 "I would prefer to use my own vehicle and be paid mileage rather than using a GSA rented vehicle. Recruiters are pressured to take out rider insurance on the GOV as the government doesn't have insurance. Many recruiters pay $30-$200 per month in some areas to park their private vehicle at their office. Paid parking is only furnished for the GOV." --Air Force "Our equipment is usually outdated (telephones, typewriters, etc.) compared to the other Services. Our budget is too small for our needs.. .We don't even have access to a Dex machine to FAX documents to MEPS. Since many recruiting offices are centrally located, we could save money on gas and mileage by investing in joint FAX machines, rather than driving back and forth to MEPS." --Marine Corps (12) Need for standardized enlistment incentives/benefits: includes comments advocating the standardization of enlistment incentives offered to candidates across all branches of Mil!tary service.
"If one branch of Service can offer cash bonuses and extra money for education, then they all should. Why penalize a person for choosing one branch over another?" --Air Force "We should all have the same type of educational benefits." --Marine Corps "I feel that all of our forces should have the same college 'cash.' I lose people on that alone." --Navy "Lower requirements for special incentives." --Army (13) Need for improved screening procedures to select recruiters: includes comments recommending more extensive recruiter screening and selection procedures to better ensure that those selected for recruiting duty will successfully meet the demands of the job.
"We need a better screening program for selecting Air Force recruiters such as psychological and financial. We lose a lot of recruiters from the field for these reasons and I feel screening recruiters at the recruiting school could eliminate [many] of our field problems." --Air Force "It should.. .be understood that not all people are meant to be salesmen or recruiters.. .You can be an excellent Marine without being a good recruiter. It is said that the top 10% of the Marine Corps are selected for recruiting. It's sad that after beina in the top percent 6 or more years [that] they try to put you in the bottom 10% in under 3 years." --Marine Corps 'Overall, the selection process for recruiting personnel is in need of review and consideration should be given to other things beside GT scores and efficiency reports. A man can be a supcr leader, smart, and a great field soldier and still not be able to recruit." --Army "I feel that there should be a better selection process for new recruiters.. .They should be screened by CRF personnel." --Navy B-6 (14) Desire for shorter recruiter duty tour:
includes comments proposing a reduction of the current length of tour for recruiting duty.
"Recruiting duty should be shortened to two years and allow successful recruiters to extend their tours for two or more years. This will allow the unsuccessful recruiter to go back to the mainstream of the Army and re-establish themselves as an outstanding NCO/soldier without consequences to their promotion/assignment opportunities." --Army 'It is my opinion that the tour of duty for an Air Force recruiter should be reduced from a 4 year tour to no more than a 3 year tour... At the 2 1/2 year point I began to burn out.. .as Air Force recruiters, we are responsible for covering such a large area that, [at] about the 3 year point, we are just plain tired." --Air Force 'Recruiting duty should be a 2 year tour with the third year optional." --Navy "Recruiting duty assignments for most of us are too long. The burnout rate and failure rate should be evidence enough that something is askew. Assigning personnel to recruiting tours of one year would alleviate much of the pressures encountered. Extensions should be voluntary, as some people take a liking to this type of duty." --Navy 'Recruiting duty should be shortened to 18-24 months; 3 years are too many. Stress and production pressure are just too great for the length of tour.
--Marine Corps (15) Need for more advertising and promotional materials: includes comments suggesting that an increase in advertising and promotional material would be beneficial to recruiting efforts. "More handout promotional items." --Marine Corps 'We need more advertising...How am I to compete in a shrinking low quality market without proper exposure of my product?" --Air Force "Our advertisement dollars are not well spent. The messages conveyed do not appeal to the market we're after.
A change in advertising and promotional items to boost the Army's image to a more positive point of vieA would definitely ease the stressful pressure." --Army .I feel as though if we had a few more promotional items to pass around, it would make school presentations easier." --Navy includes comments advocating the entrance to and exit from recruiting duty as voluntary rather than mandatory once assigned.
''Recruiters should be [an] all volunteer force...
It is very, very difficult to excel in a job that you hate doing." --Navy B-7 "If [an] individual cannot put people in then they should have the option of going back in their old MOS. Some people don't want to be here and don't care if they put anybody in. This hurts other recruiters." --Army "All recruiting service jobs should be volunteer and the current 'take this move or get out' trend is wrong." --Air Force "[Recruiting duty] could be better with an all-volunteer force...[we] need highly motivated people with a burning desire to recruit." --Marine Corps (17) Desire for reinstitution of the draft:
includes comments proposing the reinstitution of the draft as a solution to the problems associated with recruiting.
"Bring back selective service!" --Air Force "Start the draft and make it mandatory (2) two years service for males and females. It would save billions in advertising, options, etc., i.e., Army College Fund, cash bonuses." --Army "Enlistment in the United States Armed Services should [be] by a mandatory two year obligation for all 18 to 24 year old males in an active reserve status, with no educational benefits." --Navy "If the United States had the draft again, it would save money and time for the government as well as heart aches for the many people involved in this. It should be two years mandatory service for every qualified male in the U.S.A. This would solve a lot of problems." --Navy "I believe the draft should become effective because these young people need what we have to offer: self-discipline and self-direction to name a few... not to mention a duty to their country, which is most important of all. Everybody should be required to serve at least 2 years and it would make my job a lot easier. Two years of their lives is not too much to pay for freedom !!" --Marine Corps "Establish compulsory two year conscription with a four year option. It is demeaning to me to bow down to a teenager just to 'sell him' on the military...Bring back the draft." --Navy (18) Poor leadership in recruiting commands:
includes comments expressing dissatisfaction with the quality and attitude of supervisors in recruiting commands.
"The CRF community doesn't know how to make goal without terrorizing its recruiters. The whole key to recruiting is the CRF community. CNRC can make all the improvements it wants to, but if the mid-management people shift the game plan to try to 'get around' the improvements we end up with the classic situation of looking good on paper but looking bad in reality." --Navy B-8 "I truly feel that our superiors 'forget where they come from' when they progress to higher positions. They forget that most recruiters do fail occasionally and then treat them worse than privates.. .Instead of telling a recruiter how to be successful -show them!...Don't be so quick to point out deficiencies -Prove you know what you've been talking about -Show us!!!" --Army "Commanders should be trained in actual field recruiting.
(I'm not referring to the token recruiting course they go through.) My commanders, I'm convinced, have/had no inkling of the immense effort it takes to get a person into the Air Force. Also, officers who are BMT commanders do not make suitable RS commanders. Their mind-set is inappropriate for dealing with motivated, self-starting individuals." --Air Force "The greatest problem I have encountered in recruiting is management. Successful recruiters are selected as RINCS, Zone Supervisors, etc., but often these people have little or no management or supervisory skills.. .The commands assume incorrectly that the management part is unimportant or that it will take care of itself." --Navy "I feel that a major problem in my recruiting station is that whenever there is a change at HQ, the new regime re-invents the wheel. They change proven recruiting techniques to fit their idea of the way it should run. All this [does is] cause confusion and dissention in the field.
[The] bottom line is [that] recruiting takes motivation, not confusion nor poor management from higher HQ." --Marine Corps "Impropriety can be directly related, in part, to superiors who lead by intimidation [instead of] solid leadership skills." --Marine Corps "Leadership here focused on the negative and used negative motivation.. .Recruiting command needs to look at the leadership teams and get rid of the negatives." --Army "Supervisors tend to criticize and berate recruiters rather than talk to or question to find out what is the cause of the problem...Supervisors are pressured to get the numbers from their recruiters, so supervisors pass the pressure on down the chain. The system has run on a carrot and stick method for a long time.. .The system needs to be supervised by professionals who care about their people not numbers." --Army "It is a shame that we have people in the upper level of recruiting that don't understand the recruiting systems, or that have never used the systems because of the time frame in which they recruited... How can they train anyone?.. .They can't.. .they only tell.. .they don't show!" --Navy (19) Poor promotional structure/opportunities: includes comments attesting to the lack of promotions given and/or promotional opportunities available to those fulfilling recruiter duty. includes comments attesting to the problems encountered when trying to take earned leave while on recruiting duty. "Most recruiters or personnel in key positions are forced to bargain for their annual leave periods.
I took 29 leave and worked every day of leave." --Navy "Taking leave in recruiting is a very dangerous situation. When taking leave, your chance of reaching goal is almost impossible. There is no good time in recruiting to take leave. Some of us have no desire to take leave but if we don't we lose a valuable benefit. There should be other ways to compensate leave loss." --Army "Sometimes, no matter how well you plan to take leave, things just don't turn out as anticipated, and, the next thing you know, the fiscal year is at an end and you find out that you are about to lose twenty plus days. During my tour on recruiting, I personally have lost over one hundred days. I am very much mission oriented, but I feel that recruiters should be at least able to receive some type of compensation." --Marine Corps B-1O "My family and myself are very dissatisfied with the 'Free Medical Service' we are entitled to. Nine times out of 10, when we try to get an appointment with the doctors on post, we only get a busy signal all day. If and when we get to talk with someone, all appointments are 'filled,'
